This study investigates the role of an incremental change in organizational process in creating radical performance results in a service provider company. The role of Kaizen is established prominently in manufacturing, but is nascent in service applications. This study examines the impact of introducing Kaizen as an ODI tool-how it is applied, how it works, and whether participants believe it helps service groups form more effective working relationships that result in significant performance improvements. Methods: Exploring the evolving role of Kaizen in service contexts, this study explores a variety of facets of human communication in the context of continuous improvement and teamwork inter-organizationally. The paper consists of an archival study and an action research case study. A pre-intervention study consisting of observations, interviews, and submission of questionnaires to employees of a manufacturing and air-sea freight firm was conducted. A Kaizen intervention occurred subsequently, and a post-intervention study was then conducted. Results: Radical improvements in both companies such as 30% financial growth, 81% productivity improvement and more are demonstrated in this paper. Conclusions: Findings offer unique insights into the effects of Kaizen in creating radical performance improvements in a service company and its customer. Both qualitative and quantitative results of business, satisfaction, and productivity suggest time invested in introducing Kaizen into a service organization helps the companies improve relationships and improve the bottom line dramatically.
INTRODUCTION
As the reader reads more about the companies involved later in the article, a better understanding will developed of how Kaizen helped creating radical performance results for both companies with very small incremental changes. For years, Logistica was researching a unique selling point to enter Sporty's list of logistics providers, with little success. It was difficult for Logistica to differentiate itself from competitors and gain needed trust in its capabilities beyond supply chain management solutions. The Kaizen ODI changed that radically.
Kaizen is a process of continuous improvement implemented in organizations worldwide. The original Kaizen philosophy was a Japanese life philosophy that suggests human life and lifecycle can be improved constantly. According to Colenso [2000] , Kaizen means "change and good", suggesting that the philosophy of much of business is "if it ain't broke, don't fix it." Kaizen takes this concept and extends it to suggest, "If it ain't broke, don't ignore it because it will break one day." This attitude, with emphasis on fixing or modifying problems before they develop, has another corollary: bad business ignores signs of problems, but good business sees a train wreck coming and changes tracks. Businesses worldwide adopted Kaizen as a way of doing business, and the Kaizen-driven business looks down the track continually and makes corrections to avoid a potential train wreck; a traditional business waits until the train is visible and then takes steps to avoid a crash. This allegory suggests it is far easier to monitor and correct a track than wait until a train appears, and then try to avoid a collision and get back on track. Worldwide, businesses find that continuous improvement is much more beneficial, and certainly more cost effective, than belated corrections.
As Hammer, Champy, and Tathan [1993] describe, Kaizen leads to a process-oriented view of a system since processes must be improved before better results can be achieved. Improvement divides into two categories: continuous and innovation. Kaizen suggests small improvement steps are based on continuous efforts to sustain the status quo, and innovation requires large investments in technology or radical changes to processes; the two compare to evolution (Kaizen) and revolution (innovation). Although Kaizen was developed for use in manufacturing, it now appears in a variety of venues, including governments, banking, and healthcare [Bahensky, Roe, & Bolton, 2005] . Kaizen is characterized by daily actions that entail improvements to all aspects of an organization, and involves all employees from top to bottom. Laraia, Moody, and Hall [1999] suggest that Kaizen is all encompassing, and includes "participation of workers in the improvement". Without worker buy-in, Kaizen does not work. Organizational collaboration complicates issues related to Kaizen and continuous improvement exponentially. A system normally complex within the context of a single organization becomes far more intricate as other organizations are added to areas of operation. The best way to understand the complexity of this collaboration is to consider how difficult mergers between two companies can be. During a merger, two companies meld systems and methods of operation; if they do it correctly, the company survives and prospers, and if they do not, the joint company fails. During interorganizational collaboration, companies work together as closely as merged companies, but do not officially meld systems. Instead, they work together in collaboration, keeping systems separate but overlapping.
During a merger, the new company decrees what types of systems will be used, whose method of operation will be utilized (and whose will be dropped), what procedures will remain the same (and which will change). Changes to the culture of one or the other of the merging companies are made so workers operate under one goal, vision, and mission. During collaboration, an air of unity does not exist because the companies remain separate, yet complexity is still present because the organizations must work together to succeed. Neither company has the capacity to order the other to comply with a directive. Instead, they must negotiate rights and responsibilities. In a sense, inter-organizational collaborations provide the requirement to achieve without providing the authority to make changes to meet the requirement. Inter-collaboration is complex, and cannot happen unless all companies involved agree to make the relationship work. Huxham [1993] states:
Collaborative advantage is achieved when something unusually creative is producedperhaps an objective is met-that no single organization could have produced and when each organization is able to achieve its own objectives better than it could alone. In some cases, it should also be possible to achieve some higher-level…objectives for society as a whole, rather than just for the participating organizations.
Two goals of for-profit organizations are to make profit and achieve competitive advantages. The goals of collaborative advantage and competitive advantage are complementary, according with competitive advantage. Huxham [1996] points out that collaborative advantage results from synergy between collaborating organizations. Companies seek this synergy since they continually improve not only their own organizations, but also connections and collaborations between organizations.
COMPANIES UNDER STUDY
Since this study focuses on performance results of both logistics Service Company and its customer, more than one company was investigated. To protect confidentiality, all companies name are masked. The main company, Logistica, is a logistics company under a large group of companies. Logistica is one of the world's leading providers of freight forwarding and supply chain management services. For more than a hundred years, it has provided customers with transportation and logistics solutions that support the way they want to do business, wherever they are in the world. With more than 10,000 professionals in nearly 300 offices worldwide, Logistica manages more than 2.3 million containers of ocean freight and supply chain management volumes, and more than 230,000 tons of airfreight, annually.
The second company, Sporty, is a multinational cooperation engaged in design, development, outsourced manufacturing, and marketing of footwear and apparel, including sports equipment and services. Besides a focus on growing its business into a multi-billiondollar cooperation, the company invests heavily in being environmental friendly; its environmental programs ranks among the top in the world. Since Logistica is one of the largest supply chain management service providers in the world, Sporty was one of Logistica's customers under this product. There was little trust in Logistica's logistics capabilities such as air or ocean freight. During the pre-ODI stage, Sporty was already a strong supporter and implementer of Kaizen and lean methodologies; as a manufacturer, the company benefited strongly from running continuous improvements techniques. Logistica did not use Kaizen; it used teams of process excellence (PEX) managers who examined processes and improved them without involving the people who ran those processes. The teams had a few successes, but no game changers. At that point, the companies had no more than simple customer/service provider relationships.
Throughout the course of Kaizen introduction as an OD tool at Logistica and to the services the company provided, relationships grew stronger and the companies started to cooperate and later collaborate on many projects. Joint training and workshops built trust, and results from Kaizen initiatives helped Logistica introduce its air and ocean logistics services and gain more confidence from customers. Many Kaizen projects grew beyond improving current services; it extended to helping customers achieve global goals (e.g., reducing CO2 footprints the entire supply chain emitted). Simple steps of Kaizen intervention helped both companies achieve radical performance results. From Logistica's side, participants were customer service and operation staff members, and supervisors, in both Thailand and Vietnam offices. On Sporty's side, manufacturing employees in Thailand and Vietnam, and staff members and managers in European distribution centers, participated in the study. Figure 1 illustrates the various participants. 
RESEARCH PURPOSE, QUESTIONS AND OBJECTIVES
The purpose of this research is to determine the impact of Kaizen in creating radical performance results and whether it can be effective to service groups to form more effective working relationships. While planning this study, a number of general questions evolved and led to exploration. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 228 developed from the initial study related to planning the final study: In order to answer these questions, the following objectives set forward: 1. To determine the situation in the company before the Kaizen intervention in terms of financial and business growth, productivity and; customer and employees' satisfaction. 2. To design set of activities based on Kaizen that would be used as an OD intervention to engender high performance results. 3. To monitor the effect of the Kaizen activities on the company's financial and business growth, productivity and; customer and employees' satisfaction. 4. To determine observable differences between pre and post ODI on financial and business growth, productivity and; customer and employees' satisfaction.
Research Hypothesis is as follow:
The null hypothesis is H0: The Kaizenbased OD activities will not make much of a difference in the financial and business growth, productivity and customer and employees' satisfaction.
H1: The Kaizen-based OD activities will improve business results of the two companies, H2: The Kaizen-based OD activities will improve customers' satisfaction, H3: The Kaizen-based OD activities will improve employees' productivity.
LIMITATIONS OF THE RESEARCH
This study's limitations relate to the sample of workers. Within every organization, there are workers who believe in ways that are contrary to the opinions of managers. The same condition applies to this study. The inability of the researcher to participate without influencing behaviors and responses was a limitation. Other limitations relate to validity. In qualitative studies, validity is confirmed through triangulation [Bush 2002] , and according to Denzin [1984] In the third type, data from multiple sources are reviewed for consistency. This study uses this method. Another follows one approach to analyzing data. In determining validity by these methods, the question is whether the literature review supports findings. Results of a literature review are compared to reports from participants, both pre-and post-study, and in this manner, data are triangulated. If results agree, they are empirically valid [Denzin 1984 ]. The companies under investigation were only one set of companies, and might not have represented the complete picture of the context. This limitation was inevitable due to time constraints.
LITERATURE REVIEW
This literature review examines studies of Kaizen and inter-organizational collaboration, and implications to both, in supply chains.
Kaizen
As pointed out by Suárez- Barraza and Manuel [2014] , Glover et al [2013] 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 229 of studies in the field especially in service environment.
A distinction exists between Kaizen as practiced in Japan and its approach to change as implemented in the majority of businesses worldwide. Imai [1997] points out that Kaizen as practiced in Japan means continuous improvement, or as Colenso [2000] suggests: good change. In Japan:
[Kaizen] assumes that our way of life-be it our working life; our social life, or our home life-should focus on constant-improvement efforts. Although improvements under kaizen are small and incremental, the kaizen process brings about dramatic results over time. [Imai, 1997] .
Imai continues, comparing disparities in Japanese Kaizen with the way of doing business in the West. Conducting business in the West relies on innovation, or major changes. "Innovation is dramatic, a real attention getter. Kaizen, on the other hand, is often undramatic and subtle" [1997] . Kaizen allows companies to make slow, subtle changes at very low cost, which translates to low risk. One advantage of Kaizen is that "Managers can always go back to the old way without incurring large costs" [1997] . Kaizen, then, is not about retooling, redeveloping, or investing heavily in the latest technologies. Kaizen is an overall business concept that entails a number of quality concepts developed steadily [Imai 1997] . It is a way of life in Japan, and thus not prone to dramatic change. Imai [1997] suggests three building blocks of Kaizen, encompassed in a concept known as QCD (quality control, cost control, and delivery system control): − A quality assurance system that is continually improving and evolving; − A cost management system that is continually improving and evolving; − A delivery system that is continually improving and evolving.
The building blocks are based on the concepts of 5S: tidiness (Seiri), orderliness (Seiton), cleanliness (Seiso), standardization during cleanup (Seiketsu), and discipline (Shitsuke) [Imai 1997 ]. Imai asserts that if the five steps-based on housekeeping-are kept faithfully, work becomes less complex, and workers and stakeholders address the working process while saving money. Productivity, zero tolerance for defects, just-in-time production, and total quality control are aspects of Kaizen, and can be distributed among quality assurance, cost management, and delivery systems. According to Imai [1997] , there are five steps to developing an excellent kaizen strategy. The first is for managers to understand they play a major role: to maintain the current system, and improve it. All current systems must be maintained, whether management, operations, or technological. Standard operating procedures (SOPs) are developed to help employees understand what they must do. Simultaneously, improvements must occur, and current standards must be honed constantly.
The second step is to emphasize process versus results. By planning, doing, checking, and acting (PDCA), a process of continuity is established. Planning embodies always having a plan for continuous improvement. Doing is the process of implementing the plan, and checking refers to determining whether the company is on track with continuous improvement. Acting involves performing new actions that are efficacious during planning and developing of new standards [Imai, 1997] . The SDCA (standardize, doing, checking and acting) cycle requires standardizing actions, conducting the actions to ensure standards are correct, checking them, and acting. It is managers' responsibility to formalize these steps.
According to Imai [1997] , managers must always put quality first; if necessary rejecting deals that appear lucrative if they cannot be produced with high. This involves the case of whether a product is a good or process/service. Mangers "speak with the data" in a cycle of collection, verification, and analysis to ensure directions the company is taking are correct for productivity and profit. Both internal and external customers are given the opportunity to review a product and provide feedback [Imai 1997] .
From Barraza, Smith, and Dahlgaard&Park [2009] , three techniques relate to Kaizen that have a direct effect on the processes and management systems in public , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 230 service sector: 5S, gemba kaizen workshops, and process mapping. These techniques improve processes and quality of public services provided by public councils. According to Tye and Chen [2005] , contemporary companies must capture and maintain competitive advantages. By cutting costs and increasing quality, Kaizen offers this opportunity. Dated but relevant, Friedman [1970] suggests that businesses have a moral imperative to shareholders to acquire and maintain profit. Companies are becoming increasingly global, and as the nature of business changes from local to national and finally to global, so must methods of conducting business. In the case examined in this study, inter-organizational collaboration is investigated as playing a role in Kaizen. Do participants believe it helps service groups form more effective working relationships?
Implications to Supply Chains
Lia, Ragu-Nathanb, Ragu-Nathanb and Raob [2004] suggest that an effective supply chain helps company secure competitive advantages. An effective chain improves organizational performance because it shortens times between orders out and in, improves turnover, decreases space needed for supplies, and commits fewer assets to stock (Lia et al., 2004) . The interrelationship of supply chain management and the overall ability of a company to compete influence the company's degree of global competitiveness [Su & Yang, 2010] .
Interdependence, Coordination, and Collaboration
According to Ketchen and Giunipero [2004] , interactions between supply chain management and strategic management represents an intersection of knowledge. This intersection benefits all parts of the organization, not just areas part of the supply chain. As the degree of complexity of interchanges between organizations increases, so do benefits to the organizations, and as interactions increase, so do structures processes [Rockwell & Bennett 2004] . From networking-representing the lowest common interactions between organizations-to collaboration-raising interactions to coworkers or partners-each additional degree of interaction offers increasing degrees of strategic advantages. Although companies sometimes fear cooperating with organizations they regard as competitors for fear of losing advantages, the opposite appears to be true; collaborating with other organizations, even within the same structures, increases competitiveness and offers strategic advantages by increasing the value chain [Gunasekaran, Lai, Cheng, 2008] .
Various forms of interdependence might have different forms of coordination and commonality; Thompson [1997] suggests the interdependence might be pooled, sequential, or reciprocal. Pooled interdependence might involve mediating technology, while sequential interdependence long-linked technology and reciprocal interdependence might also involve intensive technology. Thompson further defines three types of coordination: standardization, planned, and mutual adjustment. During standardized coordination, there are rules to coordination, developed to improve the company's bottom line and reflect improved performance by unit cost since clear rules for how to deal with each other are established. Confusion is eliminated, and time and money are saved. Planned coordination accomplishes the same, but the planning is conducted based on circumstances of, for example, the production of a user's manuals. Finally, mutual adjustment can be used if neither of the other two techniques are appropriate. To be effective, mutual adjustment must be conducted in an environment of constant communication [Thompson 1997 ].
Thompson's discussion of interdependence also includes task processes. During pooled interdependence, every member of an organization (or the task) contributes to the whole, and information is then pooled. Although the product depends on each individual doing his/her own job effectively, individual pieces of the work do not depend on each other. Sequential interdependence means one person's work depends on correct finishing of another person's. During reciprocal interdependence, products relate and must be finished in a coordinated manner [Thompson 1997 ]. Task processes can be long-linked, , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 231 mediated, or intensive. Long-linking requires linking of various tasks over a period, for example, on an assembly line. The mediating process links people for mutual benefit such as groups that wish to sell diapers overseas. One group makes the diapers, another sells them. The mediating process is the link. Intensive processes are devoted to changing an item, and changes are made depending on feedback regarding the item. An example of an intensive process is a company's competition in a professional contest during which each level must be achieved before the company progresses to the next level. According to Thompson, a link exists between coordination and task, but the link to collaboration is less clear [Thompson, 1997] . Rockwell and Bennett [2004] suggest this might not be the case.
Relation to Supply Chain Performance
Extant research demonstrates that supply chains can be measured, but various forms of measurement must be applied to nodes of the chain [Niemi, Pekkanen, Huiskonen, 2007] . Since little empirical evidence exists that relates to supply chains, applying Six Sigma or Kaizen to a chain is more difficult since the concept behind these methodologies is measurement and improvement [Anthony, 2004] . Sheffi [2002] suggests that most of the savings or improvements that result from collaborative planning and forecast replenishment (CPFR) come from decreasing time inventory is decoupling, or between processes. Companies must ensure retailers do not face out-of-stock (OOS) situations, while keeping excess stock to a minimum. A number of collaboration processes were developed throughout the years, though emphasis on collaborative planning and forecasting began in the early 1960s and survives in one iteration or another today [Sheffi, 2002] . Daugherty et al. [2006] suggest that when companies are willing to take the time and effort to work together to develop supply chains, collaboration pays. Kimberly Clark, Tesco, Wal-Mart, Sara Lee, and others developed supply chains through collaboration [Daughtery et al., 2006] . In the airline industry, Southwest achieved continued excellence and profitability by collaborating with both employees and other organizations to organize flights and suppliers [Maxon, 2010 , Southwest Airlines Cargo 2010 .
To stay competitive, companies engaged in manufacturing must adapt to market changes quickly, and companies with close relationships with suppliers are better able to accomplish these changes. Companies that work collaboratively with partners that are experienced increase efficiency and decrease variability [Wu, Katok, 2006] . Sheffi [2002] points out that inventory, which refers to inventory held by a manufacturer or supplier, is either being processed or decoupled. Decoupled inventory (inventory between processes) takes up the most time. Decoupled inventory time decreases unless time to process the inventory through the chain decreases. The difficulty is determining how to decrease processing. Since decoupling time can occur anywhere in a chain, it is necessary to involve all parts of an organization when decreasing processing.
Collaborative planning, forecasting, and replenishment (CPFR) developed over the years. Bose was one of the first suppliers to establish collaboration with suppliers. The company freed employees and cut production costs when it moved suppliers in-house as part of a purchasing and materials team [Dong, Carter, Dresner, 2001 ]. An additional benefit was that in-house suppliers were better able to see customers' needs, and thus were in a better position to make not only practical suggestions, but suggestions that might result in direct benefits to customers [Sheffi 2002 ]. Bose's experiment was called JIT-II, or Just-inTime II. Although results suggested success, the process did not become standard because companies were leery of full implementation. With contemporary technology, it is possible for companies involved in collaboration to view operations virtually, and make recommendations, in essence acting as interested consultants, without displacing existing staff members or adding to the home company's costs.
After JIT-II was developed, the efficient customer response (ECR) movement evolved, concentrating on better responses. From there evolved high customer service, with emphasis on product replenishment. The change was , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 232 termed continuous replenishment programs (CRP) [Sheffi, 2002] , but was discarded quickly as the idea of quick response times rose. The overriding business goal at this point was to shorten the cycle time, and in doing so preserve corporate resources during the process of taking items from raw materials to end use. Companies gradually began to understand that any real improvement would necessarily include collaboration, in one form or another, with suppliers, transportation, and logistics suppliers, and even buyers. However, collaboration was difficult because logistics had to be calculated manually or through multi-step processes; at the time, there existed few logistics software [Sheffi 2002 ]. An added complication was that companies within the process clashed over priorities since each company struggled to accomplish its own ends. The solution appeared to be vendor managed inventory (VMI), in which a manufacture could provide a buyer with sales and order forecasts. The vendor received a great benefit: salaries for sales workers were lowered and suppliers/vendors were better able to predict cycles of sales and losses. However, manufacturing companies that used VMI received little real benefit. Although VMI pointed the way to collaboration, at the time it operated in one direction, from manufacturer to buyer. Claassen, van Weele, and van Raaij [2008] argue that a two-stage process, with communication down the supply chain and then back up, was more beneficial.
THEORETICAL FRAMEWORK AND CONCEPTUAL PROCESS DIAGRAM
Literature on Kaizen-how it works, its performance improvement role, how participants in supply chains regard use of Kaizen during supply chain manipulation, and how participants regard use of Kaizen during collaboration-was written within frameworks of total quality management, systems theory, and CPFR (Collaborative planning and forecast replenishment) Theories from Bertalanffy (1976) were investigated in relation to systems theory and supply chain management. As Brown [2010] mentioned there are many tools to build success in organization thru high performance systems (HPS), Kaizen was chosen from the various quality improvement tools be used during intervention. Its small improvement cycles were perceived as beneficial to identify radical performance changes. The diagram in Figure 2 represents potential tools for high performance systems under study, from which Kaizen was selected. Saunders, Lewis, and Thornhill [2009] characterize conducting research as similar to peeling layers of an onion. As each layer of an onion is peeled, more information is revealed until the core of a subject is reached. The layers include epistemological stances, ontological approaches, research strategies, timeframes, and data collection methods. The epistemological stance chosen for this study was positivist, with elements of interpretivism. This stance allowed the researcher to use scientific approaches to investigation while interpreting human actions involved in making business decisions. Positivism is used most frequently in quantitative studies, so a combination of positivism and interpretivism LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 233 is appropriate for mixed methodologies [Riley, Schouten, Cahill, 2003 ].
The ontological approach chosen was inductive reasoning, or analytic induction. Analytic induction allows a researcher to question what he/she knows constantly. It is used commonly with interpretivism, and allows a researcher to modify theories and hypotheses during research as new information is gathered. This factor makes analytic induction ideal for business applications in which the field changes rapidly [Saunders et al., 2009] . Yin [2006] suggests that a mixed methodology might be more appropriate; mixed methodologies allow for investigations within investigation, which leads to convergence of data. Thomas [2003] suggests that qualitative and quantitative studies can be mixed. The research strategy defines the strategy used to investigate a question. The strategy can include experiments, action research ethnography, or case studies. The action research model of a pre-and post-ODI design in the context of a case study was chosen as the research strategy. Yin [2009] suggests that the case study be used to investigate a process or problem while searching for an explanation of information, so the case study is an appropriate research strategy [Yin, 2009] . By combining a case study, action research, and a literature review, study materials triangulate more easily. The timeframe addresses whether a study covers a single point in time or a situation over a period [McEligot, 2005] . Longitudinal research allows a researcher to conduct a study that reviews how a situation changes over time. This study included repeated observations of the same variable so as a short-term, longitudinal study it addresses more than one period since the case study began with a pre-ODI design and concluded with a post-ODI design. The company's situation was assessed prior to a development initiative, and a baseline was established. After a Kaizen intervention, a post-ODI review was conducted, and similarities or differences were compared. Changes were evaluated and 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 234 recommendations for future research were developed.
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Data collection included a variety of methods, including observations, interviews, and secondary research. By combining a variety of data collection methods, materials triangulate more easily [Saunders et al. 2009 ]. Jeerapaet [2009] suggests that researchers conducting action research in the context of ODI should identify problem areas, develop and implement intervention techniques, and monitor and evaluate results. These were methods were used during this study. The diagram shown in Figure 3 shows the direction of each company before and after a Kaizen intervention.
Through a thorough evaluation of the financial and business results of both companies, employee productivity of the service provider, and satisfaction of both external and internal customers before and after the ODI, the researcher examined performance results resulting from Kaizen from the two collaborative companies.
ACTION RESEARCH FRAMEWORK
The pre-ODI investigation determined how Kaizen can be used as an intervention to create radical performance results among organizations in a supply chain. The company was expected to recognize that it needed to rework its supply chain to better use methods of Kaizen, combined with collaboration. The pre-ODI investigation was repeated as a postintervention assessment to determine what changes occurred. Figure 4 shows the action research framework used in this study. To allow the organization to embrace the needed change, the intervention lasted one year, starting with two days of Kaizen training, which included the theory and need of Kaizen, and hands-on exercises in a form of Gemba walks in groups and individually. Teams were asked to work together with the manufacturing company to identify needed improvements monthly. Two months after initial training, the teams underwent visual management system , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 235 (VMS) training to provide them with another tool to identify and present problems to be solved. Regular Gemba walk, Fishbone diagram, and A3 documents were expected and delivered by teams to document PDCA cycles of improvements.
The ODI framework's actions are very much in line with the traditional "8 steps for organizational development interventions". Setting teams of people to run the Kaizen events is a strategic intervention with interim measurements of control that helps eliminate the hierarchical decision making and shift the decision to the team. It also helps ensuring a focus on the group rather the individual. The small changes at a time that Kaizen introduces benefit building trust as if mistake happen, it is easy to roll back with minimal effect. Working in teams assist to reduce unnecessary competition and ensure active participation of all team members. Building the skills of Kaizen and reducing waste in the team's work is a direct investment in employees.
RESEARCH METHODS
This study used mixed qualitative and quantitative methods to evaluate the role of using Kaizen to boost performance results, including how it is applied, how it works, and whether it is effectiveness. A pre-intervention study consisting of observations and interviews, and submission of questionnaires to employees of the manufacturing firm and the firm's freight forwarder, was conducted. An intervention was conducted, and a postintervention study was repeated. Pre-and postintervention interviews and questionnaires were the same.
A purposive sample, or total population of 10 people of the involved teams, has been selected from employees of Logistica's staff and supervisors from its Thai and Vietnamese branches. From Sporty, the research conducted with 28, randomly selected, participants from their management and employees in Vietnam and Thailand factories as well as European distribution center. Questionnaires, reports and internal documentations have been reviewed and compared before and after the ODI.
AS previously established, participants have been observed as the research participates alongside them in day to day operation. Worker attitudes and opinions have been determined during the daily work as well as in the interviews or questionnaires. All workers who participate have been asked the same questions, using a script and have been asked to fill out a questionnaire that is the same as the script. The flexibility is necessary because some of the workers in supply chain partners may be accessible only by phone or internet while workers who are known to the participant may feel more comfortable answering the questions in a verbal fashion.
Instruments
Two types of data were used in this study: interviews or questionnaires submitted to employees of subject companies, and secondary data consisting of archival materials and materials provided by the companies under studied. A number of resources were used when conducting searches for secondary data. Academic websites, governmental websites, and peer-review journals, and current technical and news sites, were used. Primary instruments included a variety of notebooks, reports, and questionnaire answers. Archival materials and the interviews were evaluated separately. Statistics have been used to run Cronbach Alfa validity test as well as Student t-test on the appropriate data results. For other results, statistics were inappropriate since the action research undertaken in this study used an intervention to assess whether change was significant. Thus, construct validity was expected to suggest multiple sources of evidence in triangulation verified an explanation of causality. Data were available for review by another researcher to determine whether the researcher arrived at the same conclusions. Table 1 summarizes the research instruments, tools, and techniques for each data type (i.e., qualitative and quantitative).
As part of the ODI implementation the set of instruments and techniques that have been used to identify the needed change were the Kaizen tools: Gemba walks, A3 documents and fishbone diagrams. 
DISCUSSION OF THE FINDINGS
Based on the conceptual framework, the researcher identified three aspects to assess: business results, customer satisfaction, and productivity. So the researcher understood the influence of ODI on the organizations, similar aspect assessments using same tools were conducted after ODI was complete. In all three aspects, the small cycles of change that Kaizen introduced created radical performance improvements. Subsequent sections discuss findings from those assessments.
BUSINESS RESULTS
The effect on business results was a key element to measure and evaluate. Financial and volume results, working waste and CO2 emissions, and the opinions of participants involved in the study were revisited and measured. When the researcher examined various company reports, the following details were observed: revenue of the service provider from the manufacturing customer business was USD$21.503 million, airfreight yearly volume was at 3,819 tons, SCM income was documented at 1,901,000 million cbm per year, and the ocean business recorded 2,668 TEUs for that year. Comparing results after ODI to results before ODI yielded an interesting observation: revenue grew from USD$15 million to USD$21 million, 30% growth. The airfreight volume grew from zero to the substantial amount of 3,819 tons. SCM, which was already identified by the customer as a strong cooperation point, developed from 1.6 million cbm to 1.9 million cbm, and the ocean freight business advanced from 675 TEUs to 2,668 TEUs. Table 2 compares business results before and after ODI. The increase of business given to the service provider demonstrates greater trust of the customer in the service provider's capabilities. Since ODI focused on the air and , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 237 ocean warehousing departments, there is only one conclusion that an increase from zero to 3,819 tons and 75% in air and ocean volumes, respectively, suggests: direct connection between Kaizen implementation and growth of business. Considering the manufacturing customer's related business results, the researcher found that the number of shipments with irrelevant documents was 1%, documents were filed at the office for an average period of 3 months, and only 1 document per shipment was stored in a warehouse for later retrieval if needed. Electronic messages between systems, EDI, resulted in 99.6% on-time deliveries, and from the manufacturing sustainability report, the researcher found that CO2 emissions were at 0.87 million tons per year (Table 3) . There is a clear indication that Kaizen events created a more efficient working environment, and waste was removed from the system in a form of fewer non-essential documents, faster document filing, and fewer documents sent to long-term storage. Errors reduced so EDI transmission grew to an accuracy of 99.6%. One of the greatest achievements was analysis of the manufacturing supply chain using new tools that brought life to the service provider's slogan: "We want your air cargo, because we want to help you reduce it." By finding new solutions, some of the air freight business shifted to less-polluted ocean freight or combined sea-air solutions. The last step to evaluating the business report was to confirm whether these results accorded with participants' opinions. Staff members from both companies completed similar questionnaires.
The first question, regarding benefits to the manufacturing company, was described in participants' answers as a business advantage that helped the company dominate the market due to less risk and more competitiveness. The second question, regarding advantages for the service provider company, received replies such as improved standards, longer partnerships with customers, reduced costs, identified as best-in-class in the market, and improved productivity. When asked about the degree of collaboration between the companies in relation to the Kaizen implementation, participants described it as high, moving forward with high commitment from both sides. To a question concerning beliefs that Kaizen can be used to improve interorganizational collaboration, participants responded affirmatively.
When replies were compared with the pre-ODI assessment, the researcher noticed that people started to use stronger words to describe the benefits to both companies. To growth and save money words they added business advantage, market domination, and best-in-class. Their views on the degree of collaboration changed from mixed reactions of good and needs improvement to still growing and high commitment between the companies. This indicates that participants felt that introducing Kaizen helped both companies and improved collaboration. There was no change in feelings regarding the impact of Kaizen; both before and after ODI, people felt Kaizen could advance collaboration. Table 4 shows a comparison of answers.
The business results are clearly indicating that the working hypothesis H1 is valid. 
CUSTOMER SATISFACTION
Both external customer satisfaction results and internal customer voice were re-examined to identify changes in reactions after intervention. Similar questions were chosen from the new yearly Customer Satisfaction Survey (CSS) and results are presented juxtaposed with pre-ODI results in Table 5 . As the survey has been given to the external customer, Sporty, 28 randomly selected employees and managers were selected to answer the same questions before and after the ODI.
As Sporty working with more than one logistics provider, its employees and managers could answer the questions comparing the service level of the different products to competitors with the right point of view independently.
When the researcher compared results before and after ODI, the following was observed: The service provider was more likely to be recommended to other colleagues , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 239 or business associates; Answers to few of the questions grew from 79% to 90%. Capabilities of the service provider as a supply chain expert and its portfolio remained neutral on "agree" and "strongly agree," with 90% and 95%, respectively. Under primary products that received attention during the Kaizen intervention, the air and ocean products, the researcher observed improvements in best-inclass and industry level. Air products moved up by 82% from 9% to 91%, and ocean products moved from 59% to 81%. This aligns with the trust the customer gave to the service provider by increasing business in these two products. For customs brokerage product that was not part of the Kaizen ODI, we can barely see any improvement; the fact that not all products gone thru the Kaizen ODI also influenced two other questions.
The researcher used two statistical tools to verify this questionnaire: Cronbach Alfa and Student t-test. To determine the consistency and reliability of the questionnaire the researcher test it by Cronbach Alfa validity test and got a results of α = 0.943, a clear indication of high level of internal consistency. In order to reject the null hypothesis for the small sample of 28 informants, and due to the fact that same group received the questions before and after the ODI, the researcher also used the paired t-test method on the results. Results of the t-test are shown in table 6. We can see that t = -3.949 meaning that the post ODI results has higher mean than the pre ODI; and that the p-value of the results, P (two-tail) = 0.0005 which is much smaller than the chosen significant level of 0.05 (or 5% variance) meaning that the t value is significant enough to reject the null hypothesis.
By the survey results, the null hypothesis H0 is rejected and H2: The Kaizen-based OD activities will improve customers' satisfaction, is proven to be valid working hypothesis.
PRODUCTIVITY
Pre-and post-ODI investigations of the last element suggest productivity divided into two parts: looking at average files per person per month and EES results. The number of files after ODI was 56 per person per month, a growth of 81% from the 31 files before ODI (Table 7 ). The high increase of 81% in productivity by itself validating the working hypothesis H3: The Kaizen-based OD activities will improve employees' productivity. The researcher chose the same questions from the new yearly employee engagement survey to identify changes in perceptions regarding employees' satisfaction with work and the company. A small increase in satisfaction from employees toward the company (the first 3 questions) was identified, and a larger increase of 24% was observed when employees compared the company to competitors. There was also an increase in satisfaction regarding employees' daily work environment, and a decrease was observed in perceptions toward policies and practices, attributable to the fact that pre-ODI participants previously worked as they wish, and after ODI there was more structure that required them to work in certain ways. Table 8 details results of pre-and post-ODI. , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 240 
OBSERVATIONS AND REFLECTIONS ON THE PROCESS
Initially, participants were curious of whether a way of life such as Kaizen benefits them and the organization, but were also enthusiastic to implement it. Team members took intense learning steps, and when they noticed the results, they were proud of both themselves and their work. The researcher had to identify various elements that isolated the situation as much as possible, and conclude whether Kaizen plays a role in the collaboration between companies to improve performance. Based on post-ODI results, the researcher answered the original questions asked during the preparation stage:
1. To what extant did Kaizen influence the performance of a logistics service company and its manufacturing customer? Kaizen helped transform both companies' results to a much higher degree; financial growth was recorded for both companies, better productivity was observed, and large reductions in waste, CO2 emissions, and errors were achieved. 2. Did participants believe that the Kaizen methodology was effective in helping service groups form more effective working relationships? Although not all questions resulted in higher satisfaction due to the fact that not all services run under the Kaizen ODI initiative, participants indeed demonstrated support and beliefs in Kaizen's capabilities to help grow trust and relationships between the companies. 3. What did quality mean for the companies involved in the study? Based on participants' answers, the meaning of quality was reduction in waste and fewer mistakes that lead to repetitive work. Better financial and business results were also viewed as better quality. 4. Did Kaizen lead to improved collaboration between companies? By engaging in Kaizen, the companies began to improve performance and reduce both mistakes and waste in the system, leading to greater trust between companies and allowing the relationship to move from customer/service provider to collaboration.
Going back to the original null hypothesis that Kaizen-based OD activities will not make a difference in the three elements of financial and business growth, productivity and customer and employees' satisfaction, the researcher found that based on observable differences in the results of these elements before and after the ODI, the null hypothesis is rejected as the finding marks significant observable impact.
Improvements appear in two forms: small, continuous improvements (Kaizen) or drastic changes of innovation. This study examines how Kaizen, with minimal effort and small changes, influences performance radically. During ODI, the companies learned to identify what quality means to them, and how Kaizen can improve each of their objectives. , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 241 
SUMMARY OF FINDINGS
The most salient finding was how Kaizenwith its small change cycles that create an evolution in the process and eliminate waste and unnecessary work-produce radical performance. Kaizen transformed relationships between the companies from customer/service provider to collaboration, and built trust between the companies that led to more interactions and more business between them. Both companies benefited from Kaizen; they achieved better financial results, fewer errors that lead to delays and business advantages for both companies. The purpose of this study was to determine the role of Kaizen in creating radical performance for a service company and its customer. The researcher identified 3 business elements that point to conclusions: business results of the two companies, customer satisfaction, and productivity.
The first element of business results involved comparing financial results, volume, working waste, and opinions. The researcher found that revenue increased by 30%, and volume by 100% for airfreight, 16% for SCM, and 75% for ocean freight, all far above industry level. This validates increasing trust of the manufacturing customer regarding the ability of the service provider to service it, confirming Kaizen actually creates radical performance results. Looking at the manufacturing customer's business results, the researcher found a reduction of 9% in unnecessary documents, and the filling time of documents improved 300%, saving space in long-term storage (120% improvement). EDI transmission errors improved by 12.3%, and CO2 emissions reduced by 62%. These positive results helped the manufacturing customer see the benefits from Kaizen that the service provider implemented during ODI. Participants shared beliefs and perceived greater benefits for both companies, and they believed collaboration improved after the ODI.
Both external and internal customers were assessed regarding satisfaction toward the company and new context. Manufacturing customer satisfaction results showed an increase of 11% in questions related to the ability of the service provider, and its likelihood to recommend the provider to others. Results from a question concerning views of the provider's capabilities suggest an increase in airfreight (82%) and ocean (22%) products. These results accord with business growth, trust, and increased collaboration. Internal customers reported better knowledge and understanding concerning how to use Kaizen as a tool to improve work processes, and demonstrated greater beliefs in Kaizen as a tool to improve performance dramatically.
The third element, employee productivity and engagement, suggests 81% improvement in the average number of files processed per person per month. The researcher observed an increase of 24% in perceptions that the service company is better than competitors, and an increase in satisfaction from daily work environments.
CONCLUSION
This paper assesses the power of Kaizen regarding relationships between companies and its effectiveness in creating drastic performance improvements. Findings offer unique insights into the effects of Kaizen in creating radical performance improvements in a service company and its customer. Both qualitative and quantitative results of business, satisfaction, and productivity suggest time invested in introducing Kaizen into a service organization helps both companies improve relationships, and subsequently improve the bottom line.
Kaizen-with its simple way of life, improving small problems continuallyinfluenced results of both companies greatly. Such small fixes and improvements resulted in radical performance shifts.
There was a direct relationship between Kaizen and financial/volume results of the two companies. There was also a direct impact on waste reduction, productivity, and satisfaction of both customers and employees. With simple steps and training, companies can benefit greatly. Two companies evolved from having a simple customer/service provider relationship to collaboration, through a shared vision of how the future needed to look and how it could be achieved. Both companies defined the , The role of kaizen in creating radical performance results in a logistics service provider. LogForum 12 (3), 225-245. DOI: 10.17270/J.LOG.2016.3.4 URL: http://www.logforum.net/vol12/issue3/no4 242 meaning of quality, and were able to improve it.
The answer to the question "What is the role of Kaizen in creating radical performance results, and can it be effective to service groups to form more effective working relationships?" is clearly yes for the second part of the question. The role of Kaizen is to guide the mindsets of both companies toward one direction; improvement of processes, waste reduction, and efficiency are ways forward to improve the bottom line, and through them, radical performance can be achieved easily for both companies. Although many companies in the logistics industry focus on creating their own performance improvement techniques (e.g., PEX teams at Logistica) or building only an ISO capable organization, research suggests that organizations in the service industry, and logistics especially, should add Kaizen to their toolboxes.
RECOMMENDATIONS

Recommendations for the companies
During intervention, small Kaizen event changes led to results improvements. It would be wise to extend the scope of the study to include more departments and customers. Kaizen should continue to be the method of improvement and waste reduction in the company. Participants could also benefit from Kaizen as a personal development tool that leads to a personal mindset of Kaizen, or change for good. It is also recommended to further explain Kaizen methods with examples of savings to employees not involved to achieve buy-in and spread change faster. The Gemba walk interval can be conducted more frequently and with more people, even people who are unrelated to a job or process, offering fresh insights into process evaluations.
Recommendations for Future Research
Although this study identifies Kaizen as a tool to enhance collaboration between companies, it also creates opportunities for future research: 
